DOCUMENT RESUME

ED 053 440 EA 003 556

TITLE Individualized Continuing Education for School
Administrators -- Qne Approach. An Occasional Paper.

INSTITUTION CPFK, Ltd., Denver, Colo.

PUB DATE 70

NOTE 16p.

AVAILABLE FRONM CFK Ltd., 3333 South Bannock Street, Englewood,
Colorado 80110 (3.50)

EDRS PRICE EDRS Price WF-$30.65 HC-$%$3.29

DESCRIPTORS Budgeting, Individualized Instruction, *Inservice
Education, *Principals, *Professional Continuing
Education, *Program Descriptions, School Districts,
Schnol Superintendents

ABSTRACT

This paper shows school districts how to establish
and operate an individualized continuing education program for their
administrators., The focus is on ICE programs designed and operated by
schoolmen throughout the nation. The report includes the rationale
tor the ICE program, Several program descriptions, a list of
characteristics that distinguish and comprise these programs, sample
budgets, definitions of participant roles, a description of how to
launch a program, a bibliography, and sources of assistance.
(Author/MLF)




US. DEPARTMENT OF HEALTH,
EDUCATION. & WELFARE
OFFICE OF EDUCATION

THIS DOCUMENT HAS BEEN REPRO
DUCED EXACTLY AS RECEIVED FROM
THE PERSON OR ORGANIZATION ORIG
INATING IT POINTS OF VIEW OR OPIN
JONS STATED DO NOT NECESSARILY
REPRESENT OFFICIAL OQFFICE OF EDU
CATION POSITION OR POLICY

A CFK Ltd. OCCASIONAL PAPER

3333 SOUTH BANNOCK ST ENGLEWOOD, COLORADO 80110

iEdO53;LO;;--




"ABOUT CFK LTD.

a-Denver-based philanthropic foundation with a primary

‘tary and secondary schools; .

_school educators .
. areas:

School Admmlstrators

* Annual® Gallup Poll.on" Ho'\}v the Natuon V|eWs thef
Public Schools’""-

. 'ment Lo
."The Prmcrpal as the School s Clrmate Leader R

P2

" Founded by Charles F. Kettenng 1 |n 1967 CFK Ltd is

_ focus on improving the Iearmng enwronment of eIemen- ’

.- 'Because the Foundat|0n exists to be of servnce to publlc"t
‘ .‘,_educatlon all ‘of its program areas are determined and
" developed-in - direct. assocuatlon W|th practncnng publlc. -

"'_The Foundat|on currently has the f0”0WIng program.'.. '

Indwrduahzed Contmumg qucat|on Programs for,.b '

;blmprovement\ of: the Ouallty of the School Enwron-_ D

A NOTE TO SUPERINTENDENTS .

f aftew consldermg this- paper-you. wish more mforma-!.;:
‘. tion- or ‘desire’ assrstance “to éstablish an’ Indlwdualrzed;..

‘Inside Back Cover -




.. AWORD ABOUT THIS PAPER

o T,h|s paper shows drstncts how to’ establls and operate an ICE'E"
* program.. Components mclude the ratronale for ICE- programs
':,_'several descrlpt|ons’(three--:|n use and two potentlal i a Irst of__; _,.f-

ERI

Aruitoxt provided by Eic:

This- paper shows. how a. schooI d|str|ct can develop and

.operate an in-service eéducation program for its'administrators.

The topic. .~ ‘Individualized Continuing Education (ICE) -

focuses-on programs designed and operated by schooImen'

throughout the nation. The authors represent school districts,
higher education institutions,

' educatlonal Iaboratory

Currently, .the following d|stncts, in assoclatlon wlth CFK
v-Ltd are operat|ngICE programs: - S

AIvord Unlfled School- Dlstrlct RlverS|de CaI|forn|a

._Board of Cooperative Educational Services, . First- Super.

--visory District, Erie County; Buffalo, New York .
'Board ‘of Cooperatlve Educatronal Selwces
. County, West Nyack, New York

. ,Jefferson County School District, Lakewood CoIorado
“. =San Diégo City Schools, San Diego, California“ +

SanJaan Unified. School District; Carmichael; Cahfornla "
‘Seattle Public. SchooIs Seattle, ,Washlngton

- Tulsa Public Schools, Tulsa, Oklahoma™ """

- Weber. County SchooI D|str|ct Ogden Utah. .

.The |deas “and p[ograms reported herein, are based on more ..
. than three. years of experience. in 1967,‘the Foundation asked .
.- school personnel to-indicate significant, but often-overlooked;

probIems in educatlon Recurrmg themes centered on- develop-..’-"'
.. ihg’ and__jprowdlng 'c0nt|nu|ng educat|on programs for school';-'_' -
"=:‘-'executryes : ) . '

Ieadersh|p deyelopment 1t
to |nsure ‘coftinuous.growth

CFK Ltd, and a reglonal_

Rockland )

’acqurred such' a

, time more effectively and efficiently. In many cases this new
]Ob is dictated for h|m by |anuences over which he has little or

- no control.

Ina very real sense, the typ|ca| adm|n|strator inherits a new
- job with alarming frequency. With rapid changes in education
occurring almost daily, the principal and other administrators
necessarily abandon old responsibilities and assyme new ones.
If. administrators -are. to” assume a new. )ob every few years,
_ their district must provide cont|nu|ng educatlon programs

" relevant to thelr needs. ' , -

These needs and demands often are translated into crisis
srtuat|ons in wh|ch the students become_ restless, demanding -
more.-and-more voice in what thev will learn and-under what

- conditions they will attend school: Also, meny parents unabIe

and". unwilling to communicate . with- and  influence their
ch|Idren expect the school to succeed where they have failed..
Juvemle crime. increases at an aIarm|ng rate both within and
out of 'schaol. Pr&ssure groups attempt to use thee schools for-

- ‘their own’ purposes School- districts- are in trouble f|nanc|aIIy,.
" caught. between rlsmg costs-on one hand, ‘and voter resistance

to h|gher ‘taxes:.on the other. Leglslatures are |ncreas|neg .
reIuctant to’ vote ‘funds for education. W|thout |n5|st|ng on
some form of accountablhty .

Today s: educatlonal Ieaders, educated in more tranqun times,.

': orten-ar€ not competentto manage: change and to:direct the

future.. They - ‘havé much to “learn if they are to accept their
‘new. role as a’ change agent: A further dilemma:’ how far and™ .
“how" fast" can. they foster change W|thout Ieavmg students, -

."fteachers, and parents behind? -

Untll now- there were few opportumtles -for. the educat|onal_
-leader: to- Iearn new” roles One’ pos5|b|I|ty was _to attend a.

coIIege or. un|ver5|ty ‘on his-own time: However," even W|th this
lternative most: educatlonal leaders. Iearned from expenence

R In '-most adm|n|strat|ve posrtlons some: ‘type of structured »

preparatlon precedes the. appomtment sothat the |nd|vrdual is ~

.certified 6n’the basis of courses takenin"a formaI sett|ng "Once
credent|aI may enable or encourage the holder -

to ease hlmself |nto a way of-life that avolds ‘major problems

R

to perpetuate“ sound Ieadersh|p and' B

’quntary basrs . Each admmlstrator must: belleve'
'dlfference |n’the I|fe of h|s school '

'_'-’Lack‘ of eXpert|se to develop effectlve staff ut|I|zat|on : '
.-and 1e|at|on 2 AN X

: _ __ven though At is” ‘ot compatable with
reaI|ty There is 'no;’ pred|ctor in’ h|s experience to test his -
abllrty to cope wrth -the present nor to-test his ab|I|ty to meet -
the future He has no evrdence that he can. be a succesful

its adm|n|strators can part|c|pate in: ‘a process of seIf renewal L
it is not enough merely :to assume; that: each - |nd|V|duaI S
through his 0 own: |n|t|at|ve w1II ‘be abIe to accompllsh this. Th|s-' -




ERIC

Aruitoxt provided by Eic:

i '_.0' Need to understand teachers needs

Lack of techniques to improve schoolorganization
_Lack of human relations skills
Lack of public relations skills .

school goaIs

e Need to improve communlcatlon W|th teachers and

students -

e Need to develop tenacity '

Need to deflne pr|or|t|es .

* Need. ‘to. know, how to evaIuate teach|ng -learning

experlences

!

.",School d|str|ct leaders call for’ a55|stance and gu |dance in .

Iearn|ng more about such toplcs as:

' 0_) Leadersh|p necessary for cont|nuous proq| ess.

' .'Attltud|nal survey of facuIty .
' EvaIuat|on of faculty competencles
:'School deveIopment team concept

No failure school concept

: Sharing demsnon mak|ng e

. ,leferent|ated staffnng R

R :_’Reducmg student confllct

""-Confllct |ntervent|on _ .
:'manlzmg the school s cI|mate k
' 'and roIe percept|on

7 a L;nkmg of Self Improve ent Ac i

Need to establish and keep pr|or|t|es reIevant to

to continually assist in updating management personnel,
and actively support the endeavor.
® The district is able to provide reasonable support.

® Participants initially are volunteers, and are willing to
_ make a reasonable assessment of schooI and |nd|V|duaI
needs

® Each part|c|pant is able to relate his needs to the
district's needs.

® The program will be |mpIemented over an extended
,perlod of time.

: 'An ICE program is based on the concept that each individual is .
'unlque they do not begin at the same place, they do not learn .
.at the same rate, they have different interests at different

times; some learn better working anne and some better in a

.group. GeneraIIy, individualized cont|nu|ng “education is based
“on involvementy; Learn|ng activities include seeking, searching,,

d|scover|ng, .inventing, trylng,v epror|ng, research|ng, and.

_ exper|ment|ng
A school d|str|ct to perpetuate lncreasmgly effectlve leader- -

ship; must’ prowde the means whereby its: adm|n|strators can

partlclpate in a‘process of. self’ renewal and the continuous
-~ acquisition of new knowledges and skllls The chart that
- foliows further descrjbes thls :

""" The. most’ fruitful way. to ‘translate ideas into action i to

translate ldeas into decisions that form the basis for action.

= ~The# dec|S|on maklng process and ‘the. educat|onal leadership
function . (w1th the accompanying- acquisition-of new abilities
- .and knowIedges) is proposed as’ the central feature and theme
2 of continuing education programs :

"‘.,CFK Ltd:,:. lts Assoc|ates and part|c|pat|ng school districts

believe 'the answerto' many of.the praoblems posed earlier is the

;development of school drstrlct based ICE programs

o .flndlwduallzed\'Contln |ng Educatlon‘-
|t|es to Instltutlonal Improvement

. Self Improvement
Act|V|t|es

School Improvement
Actlvmes

The Educatlonal_ ST

‘,_'.."'Task Forces _
- Tolmprove .
the, Schoolv_ L

The School

rrrrlmwmfh

| rrr rm TTTF

S _Unrque Pr_obl,e‘ms

: ’;-To contnnuous schooI enew through the rap|d use of |mprovements developed by
‘the Ieader colleagues or outsrde agencnes :




GUIDELlNES FOR ESTABLISHING SCHOOL "® Each d|SLr|Ct program is flexible and geared to the

DISTRICT OPERATED ICE PROGRAMS . ‘special needs of each participant.
To achieve a rationale such as the preced|ng, a school district ® Each district program s designed to assist each.
can develop an ICE program. The guidelines which follow * participant in determining his individual needs and his
should be considered because they. describe and represent the - organization’ s needs. )
beginning design of an ICE program. . » . @ Each district program_demonstrates the effective use of
The guidelines are derived-from the characteristics of existing . - human and financial resources with emphasis on the
and projected ICE -programs. These characteristics -not only - . profitable association of practicing schooImen and con:
- . describe the scope of a'school district program, but also.the = sultants working together.
types of decrsrons necessary to initiate and sustaln a program . ‘@ Each district program insures that each participant
PURPOSE OF AN, ICE PROGRAM.-* .~ - receives adequate t|me for his continuing education
® Each district’s. ICE program’ offers administrators . program.
* tontinuous self-renewal opportunities based on ind|V|du-_ - @ Each district program requ|res readmess and plannlng‘ :
. alized education. (The ‘educational experiences -are . time. There may be false starts before the program is
‘ '_'rndlwduallzed -The admlnlstrator throughout his career . firmly launched. )
has an: opportunity to be irvolved in:an ICE program- . e Group sessions involving most or aII of each years

o 'e|ther on'a continuous or.a per|od|c ba5|s\ o 'partlclpants prowde per|od|c re1uvenat|on

Each district program considers current and emerging
-educational and societal changes wh|ch influence the
. 'educatlonal ledder’s role.

e Each dlstrlct s program recognlzes that pIanned school °
- .changes or. |mprovements de5|gned -by’ partlclpants
. shiould result, - - o .

ICEPROGRAMSERVES B

) ._Each partlclpant S, p.ogram contains higth
o Each d|str|ct s, program serves such educatlonal Ieaders v+ individualized learning experlences pursued in a setting -
asi., S . -0 .~ of ‘mutua; remforcement and assoclatlon with other'
o ‘“_." ~.pr|nc|pa|s L ) . " . . ' .-pal’tICIpants : .
Sl el supermtendent and assistant supermtendents o ICE SCHOOL ADMINISTRATOR PARTICIPANT
; -._,‘central district Ievel educators who direct, supervnse e Each program partlclpant reduces his- . identified .
) ‘or”. coordinate . special. education, . ‘guidance and . - _Continuing edutation needs toa manageabIe and focused
-‘, counselqng, elementary educatron personneI *mstruc-{_ o Iearnlng prog| am . o

ti e ces, “Cu| Ium conda educat:on etc X ) ;
lon servi N rr|cu se nd ry 0 Each partrclpant reIates his program to |mportant and

: |CE PROGRAM LEADERSH"’ TR "'~‘. ,7\ o R . - current problems and concurrently to probIems of .the

._.Each_ fp'rogram ‘des|gnates someone ‘to. prowde overaII : foreseeable future. - - = : .
: Ieadershlp This: |nd|V|duaI m|ght be the’ superlntendent e o ‘Each- part|c|pant s program focuses on the educatuonal o
istant supermdendent pnnclpal d|rector of research o Ieadersh|p roles of his pos|t|on .

f .

director. of stondary education, etc.’ ., _SUPPORT SERVICES OF ICE PROGRAM .

The. educatlonal Ieaders tob ,-affected by the dlstrlct s L »
... /progiam-‘are’ -actively - involved, 'in_ ‘developing” and- - e _}Each partlclpant has access o an. °'93"'Zed and--

".:operatlng it. Each part|0|pant des1gns h|s |ndJV|duaI|zed :- const|tuted bank “af human resources consisting .of

. pro ram wuthin the desu n. of the d|str|cts rogram;. f- participants, : the - superlntendent ‘and.- selected con-'
_"p % . : g p g P sultants from |ns|de and outsrde the drstrlct

,°'~ Each- d|str|ct program |s f|nanc|aIIy supported by the .
B lﬂd|str|ct : O

Te “ @ Each d|str|ct program ut|I|zes contunued res evaIuatlon of

ICE ROLE OF' UPERINTENDENT , S

The superlntenden' -.:_gudes the: development and ,_plannmg ‘and “work " conferences consultants rand

_’|mplementat|on of his district's-program-realizing ‘that /.- . adequate f|nanc|aI resources o

‘much. of the ongonng success of the dsstrlct rests: on'the A 5 Sl

"effectweness -of contsnuous le “dey

'_program.:_.', _ROLES OF - vSCHOOL ADMINISTRATORS

: program' Among these roles are those of the part|c|pant ch|ef
-,nleadershlp, i e., supenntendent_ or assmtant superlntendent and

Essentlal to the'phllosophy of a. school d|str|ct s” ICE program .

development of" ‘maximum |nvolvement of aII part|c|pants,
3 accord:ng to zhe/r needs as. zhey see zhem O .

R R R R R R R R

- “the ¢oncepts of -the district’s" plan, periodic participant ~ .’ '

|s‘the beI |ef that |t must be’ deslgned and |m~1lemented to meet .. e

:tfon is” |mp||ed The major determlnant is-the facthtatlon of":



" ROLE OF SUPERINTENDENT -

The role of the superintendent with respect to the-continuing
education- program includes continuous understanding of the
program and total. ‘commitment. through positive- ongoing

reinforcement and support by way of allocation of human and'

financial resources. He is the program s guidance counselor. He
and his_key associates: serve as- facilitators, and obtain the ;
necessary political and material support. This role becomes .

increasingly |mportant as the participant’s initial enthusiasm

.inevitably wears off. Furthermore, .a danger exists that-as the-_ )
participants’ role and leadership begins to |mprove and change. -
some middle management personneI may ~ feél - threatened. -

Therefare, channels of communications must. be openeéd and

maintained between all- concerned. IdeaIIy, the superrntendent-' N
andhis ‘key" assoclates ]om the contmurng educatlon program

as part|c|pants

ROLE OF EDUCATOR PROVIDING LEADERSHIP FOR A

DISTRICT'S ICE PROGRAM -

To operate a successful program a schoal dlstnct needs to '

deS|gnate someone to’ assume the Ieadershlp roIe _
Leadershlp serwces provrded by the program Ieader |ncIude

Organrzatronal Speclallst
accompllshlng ob]ectrves

DeveIopment Speclallst -Assrsts |nd|V|duaIs or the group i
. utrllzmg |nformat|on ‘asa basus for decrslon maklng S

COnoeptuaI:zer - BurIds from |deas supplled bv part|c N
|gn and mod|f|es the concept : R : -
e o '__.BRIEF DESIGNS OF FIVE ICE PROGRAMS

o FoIIowrng are’ f|ve modeI pIans ‘of ICE programs |ncorporat|ng
“the foregomg rationale .and. many of. the . guidelines. Three
-, operatronal modeIs are presented first. They. are' based on

.actual. programs in’ three districts participating, with’ CFi Ltd.
'{',They were. chosen for thejr diversity of approach, and for the -

|pants, an- overall program d
perlodlcally as needs change

Expedlte <
agreed-upono '_" __f

i Deflnes roIes and sets dates for

members, -participants have ‘opportunities for discussion of
their own programs and obtain feedback from contemporaries.
They also have the responsibility for providing feedback.

Second, the: partlclpants roles also involve active appraisal:of
and dlrectlon for the district’s overall {CE program.

. Third, and of greatest |mportant the ICE part|c|pant gams'

ab|I|t|es in deS|gn|ng h|s |nd|V|duaI|zed program. Each part|c~
ipant:
® '_,Evaluates the changmg nature of youth and the course
of education in regard to -the nation, his district, his
_ . school, and his own leadership talents.

e _' Evaluates his. school’s needs and relates these to hIS own
Ieadersh|p needs hIS strengths, and weaknesses.

e Learns o use varied processes to |dent|fy his strengths
. weaknesses, ‘and . in-service needs He is skllled in taklng
personaI |nventory :

‘e Becomes a self: renewaI expert He learned to develop
~and " achieve his self~renewa| program. He focuses his
_ contlnumg educat|on needs and designs his ICE program,

- @ Uses consultants from W|th|n and without the dlstrlct to

,_achleve his: goals,’

: .O:."’Effectlvely empons resources made avallable for his
' ., program, - .

K Contlnuously evaluates h|s progress

-.size’ drstrlct\ in- which - they ‘are. being used. While ‘the- other "

Fund Manager -

: Discipllnarian
-'neutralrzes them

)i oup actwltles

. drawn

- Identlfles'.|ndiv‘|duals_iblock_ing progr;ess_and’l_

oncensus from :

~.models .are not be|ng tested ‘they are believed. pract|(,al and are -
. from. the “experience - -and. th|nk|ng of CFK "Ltd. . -
Assoclates “They contam elements that are operatlonal lng
: varloussntes:‘ ; C . . .

ave commonalltles or eIements drawn from the

“list-6f characterlstlcs of ICE: programs presented earlier. All are
“based- on. the: premise: that' the district has. recogmzed the
L foregomg ratlonale and: the'need for continuous |mprovement ,
..of’ Ieadershrp personneI The modeIs |IIustrate |mpIementat|on
“of: a process 1o achleve the ratlonale N

— N OPERATIONAL_ICE PROGRAM EXAMPLE 1

|ncorporated rnto the ICE program "The

oppOrtunltv to «-build ~ a . model - institution- . ‘whose
'nceptuallzatlon and constructlon provrdes an answer
to‘-/eadersh/p for whatpurpose? I

opemng of .a: ‘new:. mlddle SChooI ‘offers..an- excellent

S




® The ICE program contains elements which promote’ ~® Each principal- describes a manageable program directed
professional renewal and personal security for the S toward one or two personal priority areas.

participants. ° Group programs.involve most or all of the pr|nc|pal'~.

. ® The program leads to genuine innovation rather thanv.
_ relnforceme,nt of existing patterns . .

® The program contams sufficient diversity of challenge to" ROLE OF PROGRAM’S LEADERSHIP
- afford participants.a balanced array of leadership tasks.
It demands teamwork, but’ prowdes E] framework for

' -|nd|v1duaI|zat|on :

® The ICE program-will utlllze a vast array of knowledge ) : .
_derived: from psychology; socrology, soc|al psychology,';} o INITIA TING PROCESSES FOR THE ICE PROGRAM
and publ|c adm|n|strat|on S . e

. e Varled human and mater|al resources are available.

B Program leaders: ‘assist partrcrpants to lsolate and delimit
learning objectlves anc activites. Leadership is pr owded by an
assvstant super|ntendent and a principal.

- . ® The school board, upon the recommendatian of the
® The program offers opportun|t|es for se|f-renewa| o _supenntendent -approved the. plan-to operate renewal

® The program is realistic ‘in" terms of fundlng, t|me programs for secondary school principals.

, comm|tments and resources . . T ,O,».',The supermtendent deslgnated co-directors.

et A descrrptlon of: the program 's potent|al was c|rculated

DEF/N/T/ON Of' ROLES to a|| pr|nc|pals

. The' super|ntendent assumes dtrect leadershlp for the B . Vol teer ee h
: ICE -program; The assrstant supenntendent is- respon5|ble L un sw re soug t
., for. Iog|st|cs T - e Self appralsal processes were |n|t|ated wrth the assistance
° Each secondary school pr|nc|pal part|c|pant assumes a.._._" - . of consultants [
. urolein helping. de"e'°p the new school design..."; - - o ';""o'_.»_Montth meetlngs were heId for ali partuclpatlng princi-
' :"}j.The |nd|v1dual|zed aspect. takes form as each partrcrpant ST _paIS‘ ST . o
.+ assumes leadership and a détailed design:function for a. - . e As: .group. partlcmants revrewed and assnsted each

.‘component of "the .new-schiool. This" includeés - inserting | -

“..f_'PI'OVISIonS were. made for reIeased t|me and expenses to .
.'permit each’ part|c|pant to - achleve h|s |nd|vldual
“program: o :

: 'Indlvrduals reported perrodlcally upon therr endeavols

‘AN OPERATIONAL ICE PROGRAM EXAMPLE III '
N -The major objectlves of thls ICE” program are 0 develop and

Identrfres relevant |mportant and desrrable character|s- '
. tics’ and roles of” the . secondary., school pnnclpal as
. portrayed by trends. in. education both natlonally and -
locally, “the -district’s: ph|losophy, and strengths and .
weaknesses of his’ school '

,Dlagnoses hls contmurng educatron needs in terms of hls

personal relatlons and sk|lls

Isolates and states ‘in behaworal terms the selected
rrncopalshvp, goals he wrshes to atta|n through the lCE .

thlngs

emotional makeup, lntellectual characterlstrcs and |nter- o




,'TEK

Aruitoxt provided by Eic:

in-service education, school improvement, and brainstorming.

This provides the link for the participant and his ICE program.
The participant can |mplement h|s goals and actlwtles to
improve the school. .

Frgures 2 and 3 portray the relatfonshlp of the two levels or
arenas.

. -ties .and
periences ..of -
.principal. -

-each

- projéct model as needed Up-..

pIete Iearmng packages

5 ldent|fy
S and:. |mplement
"_'tralnlng activites : ap-w
T propnate for each- tra|n|ng
57 goal* as - desired. by "each _
prlnmpal Tramlng actlv-
.o ities proceed contlnuously
“owithin. - both trammg
arenas, | »

o ldentrfy‘ .
= state sp_e_cnfrc tra|n|ng

mg_goals he. selects:

. 6. Evaluate |
_training’ activi-. - |
ex--

assigns priority rating to- train- .

Evaluate. ac-
quwed behaviors. - -Revise °

- ‘date project’ records Com--

. ".the pnncrpal as percelved l ‘
\. by hlmself from experlence,jb
b'bythe
: dlstr|ct poIncres

""3 Identlfy needs

'_;.-’prmmpals
- ments .and’ competenmes and:’
‘. state as- concepts or goal areas

The design: of the ICE. program has six steps or stages with
each having its own entry. point and exrt p0|nt to be deter- -
mlned by each partrcrpant

Program

. Identify.
des|red charac-
"tenstlcs and roles of

Itterature and school

o 2. . Identify
characteristics .- :
“and:behaviors of . -
. appomted prlncrpalsv .
asto theiri ~ - :

- 2, -emotional makeup _

o b ‘intellectual characteristics,
mterpersonal reIatlons and
skllls .

dis-~ .
between _
role requnre—

from the' '..,-
crepancnes )

for change K

a




Program Resources
' ' ) Program Principals Partlmpate
e as
'District Q Q Individuals
Administration |’ .
Training _ Q .
; . Program
Coordinator .
) ‘ ' Members
Talent Pool of
CFK Ltd. Learnlng Teams
' Associates .
Others - .
- Total Group.
I, S W
‘ ’ . - Materials .
g R : LA Figure 2

/ Resources e s |n-SchooI Principalship
T T ' - Development Team -

""fal"erit '_
“Pool.-
\ Consulrants

- Secondary -
~ School © © . -
- Principal , ~ ..

Program
Coordmator

In School
Leadershlp .
: Personngl _

. Assistant’ .
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A POTENTIAL SCHOOL DISTRICT ICE PROGRAM - " -assisting partlclpants in learning from one-another. He

o ) L -, - also. facmtates communlcatlon between consultants and
RAT/ONALE/GU/DEL/NES T -." D ‘ . ' PartICIpants A
Educational. Ieaders are I|ker to |n|t|ate and malnta|n system-_ e Part|c|pants organize |mpr0vement projects within their
- atic seIf|mprovement programsif: ... - . ~own’areas' of responsibility, identify Ieadersh|p needs, -
" e Desirable school change or |mprovement.‘goals" are’" S and seek to'meet these needs :
- identified. sl S o S ; ‘ LT

@ Such programs carv be, I|nked 10 de5|rable |nst|tut|onal‘b : /N/T/A T/NG PROCESSES
' change. Goals are interdependent for the |nst|tut|on the.

educational leader, and h|s staff - . Identlfy fronr six to twelve educatlonal Ieaders who are
-~ most recept|ve to initiating schooI |mprovement and self _

“They "have. access to a wrde var|ety of- personne] and' S improvement pragrams.

- _material resources o . T R
S ) Y A55|st each partlclpant m cdent«fylng from one to three
. The ieader is part- 0f a group of peers Wthh provrdes»* . .. such projects which he. feels will solve:a persistent school
- support-for self analytlcal ‘behavior: -and’ .which - -en- = " problem or contrlbute substantlaIIy to the progress of
- “courages well planned-school, |mprovement pro|ects < Ris school. - _

e The Ieader vquntarllv art|c| ates in the ro ram.- A T R '
- p p p 9 Y | -Meet aII part|c|pants on a regular ba5|s s0 that each can

e _The superrntendent has gaven the program personal and- ' learn from the.other, reinforce. each -other, and con-
'f|nanc1al support S o] _tr|bute to’ the overaII conceptuallzatlon of the program.

SOME SAMPLE CHARACTER/ST/CS OF THE /CE PRO-::_.‘ K ® initiate’ commun|cat|ons -activities’ wh|ch portray the o
GRAM : o ”;group asa nonthreatemng body TR v .
el ' . “Invite resource’ personnel t6- meet. W|th the group to
§ assrst wrth“prolect conceptualrzatron

"ASSISt partlclpants.rn generatlng evaluatwe |nformat|on
regardmg progress ‘being' ‘made . toward. “agreed - 'upon -
‘ob|ect|ves and in- Imkmg such |nformat|on RiE decrsmn .

: Learninngeam

. *Numbers mdlcate nt mber of
' teamAmembers ‘

ERI
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AN ILLUSTRATION OF.A PARTICIPANT'S ICE PROGRAM
While the foregoung examples illustrate deS|gns of school
district ICE programs, this example shows how a partlclpant

m|ght develop his own program W|th|n the doma|n of any one
of the previous examples :

'Th|s example illustrates how an |nd|V|duaI mlght focus and

"delimit what is at the outset a global concern. The need for the .. h

principa!l. to estabI|sh accountablllty and respons|b|Ilty in h|s
school is used to’ |Ilustrate one possnble process L :

- Ca

RA TIONALE/GU/DELINES o )
0 lnStltutlonaI goals and objectwes have been establlshed

. Teachers have been |ncreaslngly
demands for hlgher salarles

|n5|stent, Jl_’l. thelr

_OY The schooI board appears to support |ncreased salarles
L but there are signs-of discontent when. student ach|eve-

‘ment appears to’ dlsmtegrate and as greater student - ‘

) d|sorders appear

some semblance of baIance between /nput and output

lnltlatlngpaccountablllty and responsrblhty |s'to |dent|fy

PAruntext provided oy eric RGN

The superlntendent has been told that_ there must be

eaI|zes that one approach for

This pro'g'rar'n uses the foIIowing processes:

@ Needs . assessment "to .determine " critical _needs. and
potent|aI avenues for resolvmg problems with a princi-
_pal’s-advisory commlttee compr’sed of parents students
“and staff ' .

0 Commun|cat|on of the system to key organizational
personnel to-assess the go - no go probab|l|t|es

.o Spe0|f|c educatlon for: the pr|nc|pal to: .
. Rewew I|terature ‘on performance contract|ng, be:

: L haworal objectlves and ‘PERTing.

-:"_0 {'»Select and use. approprlate consultant serwces

e ln|t|ate pllot act|V|ty in"which the prlnclpal discusses -

ther program, s strengths and weaknesses.
e Learn to teach others to perform the tasks

-®. _Create ° pIans |n conjunctlon W|th other key staff -

members to: o
. ', o 'Establlsh pr|or|t|es on cr|t|cal problems
o _"'0_.-v»Wr|te behaworal objectlves G

’ Involve |n-serV|ce act|V|t|es for updat|ng programs

%Involve a- recycI|ng and ldent|f|cat|on of program.
drrectrons and procedures '

ln thrs example -the pr|nc|pal changes h|s roIe from one who '

problems to one ~who mounts an’ BQQI'ESSIVe' )

sugges |ons. and a. possl Ie procedural‘j
‘might-use in |n|t|at|ng an {CE prograr.
tions.are. based :upon-: “the- practlces and .
’_.;.~d|str|cts wh|ch have developed lCE _




‘® As the plann|ng team examiries and evaluates the overall~ )

ldentlfy and propose poss|ble program desngns -,
Determine initial - program objectlves and character-
istics "and. make necessary support and procedural

"decisions.

nature-of its district's program these suggestlons m|ght
be of value ’

‘At the outset an ICE program should be voluntary

with an opportunlty for others to’ join later

Human and flnanc|al resources must be real|st|cally‘
jassessed e

A program leader must be appomted although itis
. not'necessary to have'a full ‘time. director.. This could
. .be;akey: responsabrlrty of the supermtendent or an

"asslstant superlntendent , T

A source of . peer support for part|c|pants must be"'-
-prowded‘.» SRR :

‘.Structure the program so part|c|pants W|II Iook
_',:outsade thelr district. for |deas and prowde a new._.
S resource as they try to fmd answers . :

FOCUS OF SCHOO
B DISTRlCT S ICE~

J Detailedb planriing -is. desirable and appropriate, but
plans undergo basic change after initial sessions with
part|c|pants Therefore |t rs suggested that:

Initial p/ann/ng shou/d not consume 100 much time.

‘The resulting p/an shou/d be consldered as a pomt of
departure .

“The d/strlct s plan shou/d -be conce/ved as one. of the
: cata/ysts for Inauguratlng an ICE program

0 As partlclpants develop a. contlnu|ng educatron pro-
gram and a comm|tment to - school and ' district-
programs, they must know the.extent -to which each
has the liberty of extending his educatlonal endeavor
|nto actuaI school |mprovements

Stage le — Part/c:pant /nf/uence

A program focus should ‘be almed pr|mar|Iy at. assmtlng.
admrnastrators in-improving the|r leadershlp on a continuous
* basis, but- th|s is . not always evadent in early project considera-.
", tions. So part|c|pants think primarily of change for some-
‘one else i.e.,”his' school; staff, stiident body, etc. Such goals -
‘are not mappropr|ate but each participant also shouId identify
changes in" his own behavnor and leadersh|p which’ would be

o anstrumental in facalrtatang changes to effect Iarger goals. The'
' folIowmg model uses the prlnclpal as an: example '

Aruntext provided oy enc [
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Stage /Il — Operation of the ICC Program with Initial Group L EVALUATlON . o
® Although problems will ‘emerge, the majority.should - EvaIuat|on generally is a major v0|d in any educatronal

~-have’ been :considered and anticipated.~An example is: endeavor, but this need ‘not be the case if a sincere effort is
~ How' do part|c|pants f|nd t|me to take part -in a made to answer the .question; What evidence will be accepted

slgnlflcant manner?, I that ; accompllshments have been made? One bias is that of

e Each participant | faces the foIIowrng chaIIenges ' . 3__“-\___relat|ng performance .criteria to. evaluation. This does not

~ stggest’ that these factors which cannot be measured whatever

" » 'Determining individual - and. pf0f955|0"3| needs ’ for . ~ithey might be, should not be considered, even if instruments .
© -» . presently cannot be found or.designed. It is desirable to isolate

continuing education in relation to— .
) chhooI staff -and- student body N o
",Dlstrlct and communlty cLy L ‘.

s : Advancement of” educat|on and educatronal pract|ces o "Performance crlterla are seIected for the foIIowmg eIements
as it affects him. and his® posntlon PR . C

" Major educational trends, - " PR & Aims
i or. u o en Ll L e
'ST]t ca|natr S ,._dt d d | OContent I
- ® - Selecting . process - options ‘to de erm|ne indivi ua : Coe
E ‘needs Which could mclude _ . , - e Methodology L o R .
+Self assessment of beI|efs values attltudes and L. EvaIuat|on R N S
T needs.” . - S oo o ; ' ' ' ‘

" ‘those factors for which’ objectrve assessment: can' be made and’
: those factors wh|ch subjectlve OpInIOn is substltuted '

.

Peer’ assessment R Lol
~7'__SuperV|sor assessment Vil

O acceptable typxcally can,. be', broken down into. the four
...+ elements listed above For example it-is desirable to, raise
W ojssues ' to.. ascertain ‘that _the" established aims-are truly-in.
: keeplng W|th the operatlng ph|Iosophy ‘of: ‘the school -and
Wlthln the broader’ context of soc|ety Another concern‘is W|th
* the, program ‘ctontent.. ‘Does-it -in. fact*heip, each part|c|pant
attdin the’ goals and ob]ectlves prewously agreed upon as’ being- .

"-'Staff assessment . R Lo

methodologlcal o
allstlc Flnally, ‘
- criteria: and instruments 'selected o gather the data actuaIIy
perform,the tasks ithey were deS|gned to accompllsh

is in’ _o_ntrast to the typrcal educatlonal evaIuatlon modeI
vwh|c attempts to. establlsh ‘certain’ levels of confldence about
rellab|I|ty of one treatment over another It is; feIt that it rs

L

realistic? " The . third . issué i that - of . determining if the -
approaches are - sound and . procedurally -
it:mu t.be ascertalned that.the: evaulative .

: ~The answer ~to the questron -of-. what eV|dence W|II be .

':CF ' Ltd Assoc|ates and)lCE partlclpants feeI strongly about

)




COST OF ICE PROGRAMS

~Any school district operated” ICE program costs money A

. leg|t|mate question is :whether it-is too expenswe for the
i typ|cal school- district, ‘and” if the results ]ustlfy the expend--: o

itures.. Past practlces of districts partlcrpatrng wcth CFK Ltd.

. |nd|cate -that _a_si n|f|cant ro ram-can’ be” o erated for ) '
2 bkt P “: . with administrators on a small. group of individual basis.

. .. Sources. of personnel are nearby colleges-and- universities, the
If for’ example, a dlstrlct has’ twenty-foUr principals’ for whom -_ district; thé local community, nearby school d|str|cts and the.

ﬁ-state department of educatlon

. approxnmately $1 000 per school year per part|c|pant

"ICE program is” developed

$6,000.

In addltlon to anherent rndlrect costs some ma]or elements_ . The authors have attempted to- spotllght the knowledge
' o currently’ avarlable about; rndlvrdualrzed cont|nu|ng education -
- for educatronal leaders.. Opemng paragraphs present. arguments
-j-as to why -a:'school, district . should: want to launch’ an. ICE

- " program. Followrn sections are’ how 0. treatments and cite
O Creat|on and malntenance of a. bank of.- human or | . prog 9

consultant\ (resources \(school d|str|ct based ‘as-wéll as. -

demand|ng financial outlay are
e Study mater|als , :
e Flnancral resources to support part|0|pant goals

those from out5|de the d|str|ct) At ass part|c|pants

" minimal ‘to.”optimal, -
~exper|ences wrth- various {CE: programs Each lS based on eight.

- -and- if - each - administrator ;
formally part|c|pates every. fourth year he' s in service .as a.
principal, the yearIy d|rect cost could be as. Iow as about'

. Reasons for a d|str|ct to organize a bank of human resources
- are to ‘provide additional creative a55|stance for the develop-

ment and-conduct of its:plan and any' group activities, and to
provrde partlcupatrng adm|n|strators with individual or small

-group consultant assistance. |n selecting ‘personnel for a local

bank:it is suggested that they . must be able and willing.to work

SUMMARY e

‘general guudelmes and actual |CE ‘models; identify and describe

- the. roles 6f Various part|c|pants and suggest ways in, wh|ch a
CE . R ‘i_program is mmated sustamed and evaluated
- The followmg table deplcts three sample budgets rang|ng from'_. L

“which “are ‘\based ‘on, school’ dnstnct o

" Wé ‘are compelled to go one step further in our. summ|ng up by
- sharmg certam concluslons |n -whlch we hoId equally deep
con rctuons such ast RROTR .

e T an avallable body of knoWIedge and pract|ce
g wh'rch W hav

Sct _,oo dlstrlctsvcan develop a bank of human resources -
0 assist, the__mplementa ion of suc an endeavor soE

b Level I, . -
(Based on $2, 000 ‘

f‘per Partlclpant) ‘ e

¥
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